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SCENARI O PLANNI NG I N  SUPPLY CHAI N RI SK MANAGEMENT
Am an Deep, Sam ir  Dani 
School of Business & Econom ics, Loughborough University, Loughborough, LE11 3TU
ABSTRACT 
This paper studies the r isks and uncertaint ies surrounding global food supply chains and 
finds that  “scenario planning”  which is a popular tool used in other sectors for r isk 
ident ificat ion, is less widely used to indent ify r isks within global food supply chains. 
Presented in this paper is a review of available literature and a discussion with regards to 
the feasibilit y of using scenario planning to address food supply chain r isks. The feasibilit y 
of using scenario planning at  the st rategic, tact ical and operat ional level is also discussed.
SUPPLY CHAI N RI SK MANAGEMENT
Risk m anagem ent  has becom e an integral part  of a holist ic SCM ideology (Christopher and 
Lee, 2004) . Local polit ical turm oil, the ever increasing com plexity and uncertainty of 
weather condit ions, terrorism , counterfeit ing, and a plethora of other such issues create 
external r isks in the supply chain. The supply chain is also subjected to r isks internally. 
Supplier issues, st r ikes, qualit y problem s, and logist ics issues are m ore internal 
operat ional risks, which need a different  level of m it igat ion. Tang (2006)  argues that  with 
so m any (e.g. terrorist  at tacks, hurr icanes, earthquakes)  disrupt ions that  have happened 
in recent  t im es, supply chain risk will becom e an im portant  cr iter ion for cost  reduct ion in 
SCM. Chopra and Sodhi (2004)  classify the supply chain r isks in the form  of delays of 
m aterials from  suppliers, large forecast  errors, system  breakdowns, capacity issues,  
inventory problem s, and disrupt ions.  Whereas, Tang (2006)  classifies r isks as supply 
chain risks into operat ions and disrupt ions r isks.  According to Ritchie and Marshall (1993)  
r isks em erge from  one of the following sources:  (1)  Environm ental factors (2)  I ndust ry 
factors (3)  Organizat ional factors (4)  problem -specific factors and (5)  Decision-m aker 
related factors. Tang and Tom lin (2008)  recent ly classified supply chain r isks as st rategic 
( long term )  or tact ical (m edium  term ) . 
SCENARI O PLANNI NG
Scenario planning was described by Ringland as a set  of processes for im proving the 
quality of educated guesses and also for deciding what  their im plicat ions are (Ringland, 
Schwartz 2006) . Scenarios were defined by Kahn and Weiner (1967)  as “hypothet ical 
sequences of events const ructed for the purpose of focussing at tent ion on the causal 
processes and decision points” . Another m ore recent  definit ion follows (Ringland, Schwartz 
2006) “builds plausible views of different  possible futures for an organisat ion based on 
groups of key environm ental influences and drivers of change about  which there is a high 
level of uncertainty”  Gerry Johnson and Kevan Scholes (1999) . A crucial point  noted by 
m any academ ics is that  scenarios are not  predict ions for  the future but  rather plausible 
futures none of which m ay actually m aterialise (Wack 1985, Wright  2000) . I t s purpose is 
m ore to m ake m anagers m ore aware of how prepared they are about  plausible futures 
and how these scenarios can assist  in m aking sound m anagem ent  decisions result ing in 
bet ter and m ore effect ive choices (Ringland, Schwartz 2006, Wack 1985) . Scenario 
planning has now being adopted as a planning tool across m any organisat ions but  there 
rem ains am biguity regarding the exact  procedure and other variables like num ber of 
scenarios needed ,num ber and type of people involved etc. as there is no standard 
approach towards im plem ent ing it .
RESEARCH METHODOLOGY
A survey was conducted in an effort  to explore further the understanding and percept ions 
that  ent it ies within the UK food supply chains have regarding supply chain risks and the 
techniques deployed to m it igate and m anage risks and disrupt ions (Dani and Deep, 2009) .  
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The study was conducted with the help of a confect ionary and snack m anufacturer. The 
respondents from  the food m anufacturer agreed to send the quest ionnaire to som e of the 
com panies within it s supply chain. This consisted of upst ream  suppliers of raw/  finished 
food products t o downst ream  dist r ibut ion and logist ics providers ( including packers) .  Eight  
com panies in total responded to the quest ionnaire which was deployed elect ronically using 
the ‘surveym onkey’ website and the quest ion building toolkit . Twenty-eight  respondents 
from  the eight  com panies at tem pted the quest ionnaire, of which only fourteen filled it  in 
com pletely, giving a survey return rate of 50% . Eight  respondents from  the fourteen were 
then interviewed for further insight  into the r isk m anagem ent  process.
DI SCUSSI ON
The study highlighted that  ‘Loss of reputat ion’ – prim arily due to food contam inat ion is the 
r isk that  is rated as ‘high’ and thus needs bet ter ‘st rategic r isk m anagem ent  techniques’ to 
cont rol and m it igate. As shown from  this analysis, it  is im portant  to note that  ent it ies in 
the supply chain are focusing on operat ional techniques for  r isk m anagem ent , but  are 
paying less at tent ion to ‘st rategic techniques’ which m ay be needed in the longer term  to 
m ake r isk m anagem ent  a m ore proact ive approach. The respondents also m ent ioned that  
the approach towards r isk m anagem ent  was m ore react ive than proact ive. Also, r isk 
m it igat ion is highly dependent  on experienced staff leading to knowledge m anagem ent  
issues. The st rategic r isk m anagem ent  processes were conducted every 2-3 years and 
there was lit t le collaborat ion with suppliers and hauliers towards r isk m anagem ent . These 
were im portant  insights which raised a quest ion whether “Scenario Planning should be 
rest r icted to a st rategic level or brought  down to a m ore operat ional level?”
SCENARI O PLANNI NG: STRATEGI C, TACTI CAL OR OPERATI ONAL?
Scenario planning has t radit ionally been used for long horizons and as a st rategic planning 
tool prim arily am ongst  large US organisat ions (Linnem an, Klein 1983)  and western 
European organisat ions (Malaska 1985) and is witnessing a revival in popularity. I n a 
recent  survey of UK organisat ion it  was reported that  over a third use scenario planning in 
their st rategy workshops (Hodgkinson, Wright  2006) . However, m ore recent ly there has 
been a change in the percept ion of lim it ing it  to long horizons and the interval between it s 
reviews. Healey and Hodgkinson (2008)  in their crit ique of the scenario planning process 
ident ifies a potent ial way to reduce anchoring effects of long term  scenarios is to regularly 
analyse m ult iple scenarios in a fast  and simple m anner as opposed to the t radit ional 
elaborate and infrequent  pract ice. I n a recent  paper by Marren (Marren, Kennedy Jr  
2010) , it  is argued that  given the increasing level of uncertainty, com panies are forced to 
m ake crit ical short  term  tact ical decisions and therefore there is no reason why the
scenario approach m ust  be rest r icted to ext rem ely long t im elines. This research aim s at  
com bining the st rategic scenario planning exercise with scenario based tools at  tact ical 
and operat ional levels with inbuilt  feedback and com m unicat ion processes
SCENARI O PLANNI NG CONCEPTUAL MODEL
The process for scenario planning for r isk m it igat ion is broadly described in the figure 1.
This m odel is discussed in detail in a separate paper (Deep and Dani, 2009)  and is in the 
process of indust r ial validat ion. However, the first  and perhaps the m ost  crucial part  of the 
process is scenario planning which is described in this paper. 
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Figure 1:  Scenario planning and supply chain r isk m anagem ent
The first  step in the toolkit  includes an exercise in scenario planning. I t  is proposed that  
the scenario building should be done at  three levels, operat ional, tact ical and st rategic 
with each feeding into the other. The involvem ent  in term s of team  com posit ion should
also vary with only Steve’s team  act ing as a com m on link between the three. Each stage 
has a set  of input  and output  with the aim  of developing a com prehensive scenario at  the 
end (Figure 2)
Figure 2:  Scenario Planning at  three levels
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Table 1, depicts the characterist ics of the three levels in the process.
Table 1:  the three levels of Scenario Planning
CONCLUSI ON
The paper presents a study which considers scenario planning as an im portant  process in 
supply chain risk m anagem ent . The init ial qualitat ive process has provided insights into 
the lack of st rategic r isk planning and the t im e lag in between scenario planning and r isk 
m anagem ent .  The paper has proposed a scenario planning approach which brings the 
scenario planning process on an operat ional level.  The fram ework highlight ing the three 
levels of scenario planning has been tested posit ively on a lim ited basis in indust ry.
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